LISTENING---IT’S IMPORTANT

10 Keys To Effective Listening

These keys are a positive guideline to better listening. In fact, they’re at the heart of developing better listening habits that could last a lifetime.

10 keys to

Effective Listening

1. Find areas of interest

2. Judge content not delivery

3. Hold your fire

4. Listen for ideas

5. Be flexible

6. Work at listening

7. Resist distraction

8. Exercise your mind

9. Keep your mind open

10. Capitalize on fact Thought is faster than speech

The Bad Listener

Tunes out dry subjects

Tunes out if delivery is poor

Tends to enter into argument

Listens for facts

Takes intensive notes

Shows no energy output 

Fakes attention

Is easy to distract

Resists difficult expository material; seeks light, recreational material

Reacts to emotional words

Tends to daydream with slow speakers

The Good Listener

Asks “What’s in it for me?”

Judge content, skips over delivery errors

Doesn’t judge until comprehension complete

Listens for central themes

Takes few notes

Works hard, exhibits actively body state

Fights or avoids distractions, tolerates bad habits, knows how to concentrate

Uses heavier material as exercise for the mind

Interprets color words; does not get hung up on them

Challenges, anticipates mentally summarizes, weights the evidence, listens between the lines to tone of voice

FACTS ABOUT LISTENING

1. Four (4) basic types of verbal communication:

· “Getting to know you” or “building of relationships”

· “Release of pent-up emotion” or “spilling his/her troubles on concerned, caring ears”

· Informative, where ideas, data, or information is shared

· Persuasive, where the purpose is to reinforce or change attitudes or to produce action

2. Listening---“The Primary Communication Activity”

· Studies show that we spend 80% on our waking hours communicating 

· 45% of this time is spend listening

· In business, listening has been cited as being the “most critical managerial skill”

3. Listening habits---not the result of training but rather of the lack of it. To illustrate the following chart shows the order in which the four (4) basic communication skills are:

· Learned

· The degree to which they are used

· The degree to which they are taught

Listening is the communication skill used most but taught least.

	
	Listening
	Speaking
	Reading
	Writing

	Learned
	1st
	2nd
	3rd
	4th

	Used 
	Most (45%)
	Next most (30%)
	Next least (16%)
	Least (9%)

	Taught 
	Least
	Next least
	Next most
	Most 


4. Most individuals are inefficient listeners.

Tests have shown that immediately after listening to a 10-minute oral presentation, the average listener has heard, understood, properly evaluated and retained approximately half of what was said. And within 48 hours, that drops off another 50% to a final 25% level of effectiveness. In other words, we quite often comprehend and retain only one quarter of what is said.

NONFUNCTIONAL BEHAVIOR

Aggression: working for status by criticizing or blaming others, showing hostility against the group or some individual, deflating the ego or status of others.

Blocking: interfering with the progress of the group by going off on a tangent, citing personal experiences unrelated to the problem, arguing too much on a point, rejecting ideas without consideration.

Self-confessing: using the group as a sounding board, expressing personal, non-group oriented feelings or points of view.

Competing: vying with others to produce the best ideas, talk the most, play the most roles, gain favor with the leader

Seeking Sympathy: trying to induce other group members to be sympathetic to one’s problems or misfortunes, deploring one’s own ideas to gain support.

Special Pleading: introducing or supporting suggestions related to one’s own pet concerns or philosophies, lobbying

Hording Around: clowning, joking, mimicking, disrupting the work of the group

Recognition Seeking: attempting to call attention to one’s self by loud or excessive talking, extreme ideas, unusual behavior

Withdrawing: acting indifferent or passive, resorting to excessive formality, day dreaming, doodling, whispering to others, wandering from the subject

Some people do behave in nonfunctional ways which do not help and sometimes actually harm the group or organizations and its work.

A Technique for Empowering Workers:

The Secret of Making Creative Change

          Harry J. Bury, Ph. D. 

China’s turbulent business environment is demanding that both state owned and private businesses change the way they do business, if the have any hope at all of surviving in a global economy. Changes, not only in finance, accounting and quantitative techniques, but also in leadership behavior such as influencing motivation, communications, resolving conflicts, negotiations, team building and similar interpersonal activities,

One important change necessary for success, I suggest is, a management style designed to turn workers into leaders.

As china moves away from a centrally planned economy to a free market economy, initiative not compliance will bring organizational success and be individually rewarded. Instead of workers waiting for instructions from central planners, they will begin to seek and take more initiative and responsibility. Instead of telling their supervisor everything they are doing and getting the supervisor’s opinion on everything, workers will begin to make decisions with regard to their own work and be accountable for those decisions. Moreover, they will search out other tasks needed to be done and seek to build new skills necessary to accomplish these tasks. 

In this article I will discuss a leadership technique designed to empower workers who have had no real experience making decisions. It is a method taught to leaders in the U. S. A. to enable them to promote creativity, build workers confidence and self esteem and increase employee investment in implementing change-qualities necessary for a company’s success in a global market economy.

Company employees can be the impetus for innovation and change, or they can be major stumbling block. The challenge for leaders everywhere in the world is to stimulate workers creativity and tolerance for change. How can this be done? The following is one technique used in the U. S. A. 

To begin with, leaders need to share honest financial information with the workers. Honest information demonstrates that , unless the company changes the way it operates, the way it is dong business , both technically and interpersonally, many of all the workers will be out of a job. Recognition of possible disaster will consolidate the workers into a team; influence them to be creative in finding solutions, and move them to put forth extraordinary effort to be successful. When this happens, actual success usually follows.

Once the workers appreciate the seriousness of the situation, U. S. managers are taught and encouraged to follow this six-step process in order to foster innovation an master the art of change leading to a successful and meaningful experience.

SIX STEPS FOR WEORDER MOTIVATION   

Step One:           
Encourage workers to express heir ideas for change, for improvements and do not interrupt when they respond. Simple to understand, often difficult to do. Because of perceived time pressures and impatience with worker inexperience, leaders have a tendency not to listen, effectively depriving workers of responsibility for the ownership of the change process. Resist this tendency. As a leader, therefore, do not be seduced into giving answers to issues an challenges(problems). Enable workers to express their ideas and feelings. Give them freedom to describe the situation as it appears to them and brainstorm possible solutions that they think have a chance of improving the situation. Carefully listen without interrupting inappropriately. Demonstrate by your attention that their thoughts and concerns are important to you, the leader. Hence, choose a time when there is likely to be no interruptions. If the meeting is in your office, ask the secretary to hold telephone calls and other possible interruptions. In this way, the significance of the meeting and the contributions of the workers will be emphasized.

Step Two:  
In order to communicate undivided attention to and understanding of what the workers are saying, as a leader, use non-verbal and acknowledgements such as the nod of the head or a simple “Yes”.

Good eye contact without staring is essential for communicating interest in what workers are saying. Looking down or out the window, finishing writing a report at your computer, or talking to someone else on the telephone is dysfunctional and communicates that the worker’s time and what he or she has to say is not important to you. If an urgent task demands attention, it would be better to excuse yourself and make an appointment at a time when full attention can be given to the worker and to the subject matter being discussed. 

                         Step Three: 

At appropriate times ask questions for clarity. The objective is for you, the leader, to understand the situation from the point of view of the workers. In the process of point of this understanding through questioning, the workers will achieve greater understanding of the problem as well. Be careful, therefore, not to lead the worker to your solution. Questions that illicit simple “Yes” or “no” answers do not enhance creativity. Rather ask open-ended questions that probe deeply, enlightening both the workers and yourself. For example, you might ask, “What else could be done?” or “what other possibilities come to your mind?” or “if we preceded in this direction. How do you think our competitors, our customers, or our suppliers are likely to respond?” such questions get the creative processes operating and he challenge of thinking up something new becomes meaningful, even exciting.

                           Step Four:    
Periodically, as the leader paraphrase to communicate that you understand both what the worker is saying to your and how he feels to some extent. In other words, at appropriate\ate moments, feed back to the worker what you understand he or she is saying. Summarize his or her ideas in your own words. “What I hear you saying is that if we raise the price you expect…” or “Let me see of I understand what you are saying, you are suggesting hat if we increase our advertising budget, we will…” Note the implication is that if there is failure in understanding, it is on the part of the leader and not on the part of the communicating employee. If the paraphrase is on target, the response will be satisfaction on the part of the worker because he or she was properly understood. If not, the worker has the opportunity to clarify, to the leader the point he or she is making and, therefore, ensure that the leader truly understands the worker’s idea or solution to the problem. 

Step Five:
As the leader, you need to be empathetic, not sympathetic. Sympathy is feeling sorry for another. Few workers find sympathy very helpful. Employees, however, would like the leader to empathize or to have some understanding of what they are experiencing. If a worker has make a serious mistake of if a technological breakthrough by a competitor has drastically cut the company’s market share, criticizing the worker is hardly an effective response. American leaders, in particular, need to learn to put themselves in the place of employees, appreciate what they are feeling, while continuing the problem solving process. Chinese leaders probably need to do this as well. Workers, oftentimes, punished themselves more than enough for their own mistakes. What employees need form the leader is non-judging attitude evolving from the leaser’s realization of his or her own past mistakes and the leader’s confidence that the damage can be repaired and the situation possibly improved.    

                          Step Six:
Often this final step is not necessary because by this point the workers have decided upon the change process that they need to implement and move to carry out their action plans. The exception occurs when you, as the leader, are confronted with an extremely dependent employees or team of employees.

After carefully following the first five steps, and still the worker demands “till me what to do!” is repeated by the worker, only then does the leader need to acquiesce and make suggestions to the workers as to what he or she could do in this problem situation.

Never propose only one possibility, however. For the worker is likely to make only a halfhearted effort to carry out the suggestion and blame you, the leader, then and failure of semi-failure results.  Rather, list a number of possibilities that the workers might try. Then ask the employee if he or she can think of other possibilities. Often your suggestions of some possible actions the workers might take suggest other ideas to the worker. 

Write all the possible change strategies on a flip chat or black board until the list is exhausted. Remember, one solution is always to do nothing or, in other words, to continue the present behavior.

Then ask the employee or the group “What are the likely consequences of each change possibility listed on the flip chart?” it should be clear, for example, what will occur if no action is taken. More than likely the company will continue to disintegrate. 

Write the workers’ perceived consequences adjacent to each suggested idea or change intervention so it is clear what the employees think will happen if each respective action is tried. Finally, invite the individual worker or team, given the listed possible consequences to each action, to choose what action seems the best from his or their point of view and experience. The final decision consequently is squarely where it belongs, on their shoulders.

Be certain he individual or group owns the change. To ensure total team commitment to the change, work for consensus by personally asking each worker if he or she agrees with the team decision.

In the implementation process, be certain that each worker has a role to play tin making the decision successful since it was the worker’s or the team’ idea. They will strive to show that they can make good decisions. Then when success does come, the workers will experience psychological success leading to greater self-confidence, which will cause them to create better ideas and make more effective decisions in the future. 

If leaders, therefore, regularly follow these six steps, the workers will take greater responsibility for creative organizational change because of their growing self-confidence and self-esteem. Moreover, they will be moved to effectively implement the change because of their personal involvement in the process. The long-term effect will be, not only the survival, but also the growth of the company. And, as leaders of many Chinese companies learn and practice this interpersonal technique, China will soon take its place among the other Asian economic tigers such as Taiwan, South Korea, and Singapore bringing prosperity and happiness to nation.
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